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MEMORANDUM FOR: Chief, Personnel Security Division =~ ~~ 
Chief, Interrogation Research Division 


THROUGH: Executive orice VC 


SUBJECT: Clearing of IAS Personnel 


1. Mr. Emmett Echols called on me this date concerning 
the program for the Office of Personnel to speed up the waiting 
process into classified duties of IAS personnel, There is attached 
a study representing basic facts. Ihave not read this study but 
1 think most of us are familiar with the problems involved. Mr. 
Echols will dedl with the Medics, OTR and other components that 
have a part in the IAS processing with/view to reducing their time 
factor in order to speed up the clearance process. 


2. Ladvised that we would cooperate fully. There appears 
to be no issue with PSD as PSD procedures operate on the fastest 
possible basis. The problem of scheduling of polygraph interviews 
is one that has been under review by IRD and they have taken various 
steps to meet the work demand from[_______ Jat the IAS pool. 
I would suggest thaf further consideration be given to polygraphing 
the LAS preset, cleared personnel in those cases where it 
is feasible in advance of their final clearance so that in the event 
of no derogatory investigative information they could be released 
immediately. This has been a procedure during certain periods 
with IRD and perhaps this could be worked again to the advantage 
of all. IRD will always have, however, difficulties when there are 
accelerated clerical personnel drives with a consequent backlog 
developing. 


R. L. Bannerman 
Director of Security 
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PROBLEM 


- 1. To determine what steps can and should be taken to stremmline the opera- 
tions and aut the costs of the Interim Assignment Gection (IAS) of the Pere 
sonnel Office. 


BACKGROUND 


2. Purpose of LAS 


IAS and its predecessor units have existed throughout almost all of the 
_ Agency's life to meet two basic personnel needs: 


a. To provide a convenient administrative device for receiving 
and processing certain new employees whose “parent” components 
lack facilities for handling their initial reception. 


b. To provide an administrative unit to receive, vrocess, if 
necessary - hold, and then assign, clericul emplovees recruited 
by the Office of Personnel against known or anticipated Agency 
requirements. , 


The first of these functions enbraces employees recruited for. specific 
assblignmnents Sut who cannot go immediately to their components after EOD be- 
cause (1) they haven't been fully cleared, or (2) their components want than 
to receive clerical sre-employment training. Many of thece individuals come 
“to IAS on ‘provisional" clearances [cee NOTE/, but the majority who lack full 
clearunces merely require medical and polygraph exwninutions. The principal 
categories of employees involved are: Wage and Labor Bourd employees, certain 
types of junior professionale including RID unalysts, and clericuls hired 
against specific tT/G positions. All such employees are, of course, slotted 
against component T/O’s and their salaries while in IAS paid by their "parent” 
components.’ Therefore, only a tiny fraction of the cost of operating IAS is 
attributuble to this portion of its workloud. 

\ 


+ 
Po. 


_ NOTE: This paper uses 3 different terms in referring to the various types 
of "clearances:” 


Fully Cleared - means that all 3 of the following procedures have been com- 
: pleted successfully: (1) full field investigation, (2) polygraph examination, 
‘and (3) medical examination. 


Cleared ~ iweuns that a full field investigation has been completed successfully, 
but the polygraph and/or medical exaris remain to be completed. 


Provisionally Cleared - means that some preliminary security measures have been 
completed, but not 5 the full field investigation, and, in almost all cases, both 
the polygraph and medical exams also remuin to be completed. 
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The second function ie the familiar "clerical pool" whose members are 
hired against general Agency requirements (as determined by projecting attri- 
tion) rather than specific slots. This means thut until they are “fully 
cleered,” processed, and finally assigned, they are charged aguinst IAS "slots" 
and paid fron IAS funds. About as often us not, they SUD with “orovisional” 
clearunces anc remain in the pool for substantial periods. Thus the “clerical 
pool” consumes the lion's share of the IAS budget. 


3. AS Workload 
During FY '63 IAS received and processed ew errployees as follows: 


UKASSIGNED CLERICALS 
ASGIGNED CLERICALS 


OTHER 
The uveraga length of stay in IAS for th employees processed 
there during FY '63 was: : 
CATEGORY . NO. AVERAGE STAY 
Provisionally Cleared Employees 45 work diys 
C7 wark days 


Cleared Employees 


NOTE: As previously noted, “cleared” means 

ea that a full field investigation had been 
a completed by EOD. However, in virtually 
— all cases, EOD occurred before cither 
polygraph or medical examinations were 


completed. 
sc 
kh, IAS Costs - : 25X1A 
TAS salary costs suri SS '63 totaled [_____siftstributed thusly: 25 


LAS Staff Meubers (12 employees) 


Unassigned Seo in ee paid 
by IAS from Kop until assignment to a cauponent ) 
TOTAL’ 


“he per day salary cost for each clerical employee white in Li8 averages 
about $17.50 (i.e., the bottom step of GS-4). This figure, which excludes 
all “overhead” charges, will be used hereafter in canputing and making cost 
couperisons for various aspects of IAS's operations. 


1AS costs for space, commmications, supplies, etc. have not been com~ 
puted or included in this study. 
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So PIC "Pool" 
During FY '63 NPIC operated a small pool for its provisionally cleared 


professional and technical employees, using their “holding” period for 
technical training. This study treats all such employecs as having entered 
on duty directly with their canponent. 


DISCUSSION 


a 


o. Possible Ways to Cut TAS Costs 


There are 2 ways to reduce the costs of operating IAS: (a} cut the 
number of EOD's who go there, and/or (b) cut their averaze atay. Theoreti- 
cally, the number who go to IAS could be dropped to zero by the simple de- 
cision to: liminate "provisionals;” insist on wedicul and polygraph exans 
prior to 20D; recruit all clericuls aguinst specific slots; and heve all 


EOD's go Girectly to their components. This, in fuct, is exactly how the 
Agency treated aaa’ new employees during FY 'o3. As a practicol ; 


matter, though, we cannot extend this treatment to all auployees. 


To begin with, sone "provisionals” will probably always have to be 
granted. Nor would we suggest changing the present practice of sending cleric 
cala through IAS. This practice is the product of a great deal of trial ana 
error in detenrining the best (and cheupest!) ways to bring clericals on 
bourd; to ussist them in finding suiteble housing; to determine their most 
appropriate assignments: to acyusint them initially with Agency reutines, 
busic procedures, und terminology; to assure that their skills nateh their 
pey grades; and, generally, to prepare ther: for their first days of productive 
work. We believe the practice 1s sound and quite defensible, even in the 
face of an airtight budget. ! 

t 


However, sone non-clericals now going through IAS could enter on duty 
directly with their components if we simply arrange their medical and poly- 
Graph exsninations prior to kobD. To the extent this can be donc, it certainly 
appe.rs desirable from an agency standpoint; but it will huve little, if any, 
effect on the IAS cudget, of course, becuuse the saluries of such employees 
are puid by their parent components, not by TAS. 


So -- ltenoring the ebb and flow of actual numbers of persons recruited 
each year -- ony real dent. in IAS's budget will huve to be made, we believe, 


by cutting the average stay there of new ECD's. This, in turn, can algo be 
done in 2 ways: (a) cut the owuber of persons pen.itted to LOD or provisional 
clearances, and/or (2) telescope the time allowed for processing, orientation, 
and other procedures after EOD. : 

Let's exuiine separutely each of these possible meusures. 
7. Provisional Clearances ~ O5X1A 

During FY '63, IAS entered on duty[_] provietonally cleared employees 


(3) 
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who stayed in the pool an average of 18 working days longer than "cleared" 
EQD's Using $17.50 as the average dail y of such employees, provisional 
Teurences’ ‘coszt"” the Agency ete emma | FY '63, most of which was borne 
by IAS. To be gure, these employees were not idle during their wuiting period. 
They were engaged in okills training, indoctrination, und some productive vork. 
But it is Pair to Bay the Goverment got less than full measure for salaries 
paid. 


The justification for provisionals rests on the assertion that many 
desirable clericals, Wage and Labor Board employees, and sae highly qualified 
professionals - all of whom we need - will come to CIA only if offered prompt 
employment. According to this assertion, hiring such people (and peying their 
sularies for 1-3 months while they avait full clearance) represents a net, 
lang-tern gain for the Agency because by this practice we get better qualified 
anrployees at lower recruitment costs than vould otherwise be true. 


Provisional clearances can be defended, of course. But it is hishly 
doubtful they were needed in FY '63 to the extent they were used. Kiring | 
‘provisionuls" without tight screening controls can lead to sloppy, wasteful, 
unnecessary practices; and we suspect it. is time to challenge some of the 
habits developed along these lines in recent years. The Recruitment Division 
should ve asked to “show cause” why it cannot (at only slightly higher re- 
eruiting costs) slash provisionals, eay, one-half by shifting some recruitment 
sources, altering same recruitment tactics, and just plain deferring the EOD 
of sqme cendidates -- all this without sacrificing any essential elements of 
the recruitment program or suffering any net loss in desirable EOD’s. - 


a. Telescoping IAS Procedures 


- At least 3/ of LAS's costs are Lees ipuuuie to the proces aan of 
"eleansa” SOD! any substantial cuts in its budget will therefore have to 
be made in tite. area - by telescoping the time allotted such processing. 
Fortunately, this appears to be, not_only the most lsportant erea_to cut, 
but _ also tne exsiest: To get a "feel" for the problem, let's pee how a_ 
typical” clerical ev ployee Bs processed in IAs (TAB A A) and then examine each 
of the steps: 


EQD Procedures 
_ Medical eine ton 
poly Examination - 
Skills Testing and Treining 
Indoctrination 
Orientation “ 


9. EOD Procedures 


EOD procedures include the oath of office; completing pay forms; 
security briefing; placement interviews; and counselling regarding housing, 
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transportation, pay, and other matters which enuble the new employee to ad- 
just to his or her new surroundings. 


ECD procedures consume the equivalent of about 2 days. Thore is little 
Likelihood wa can -- or would want to -- reduce this time very mach. 


a 


10, Medical Exmweination 


Time spent avwwiting medical clearances 4g consumed 2 ways: (a) waiting 


to be examined, and (b) waiting to be told the results of the exacination. 


Chief of the Clerical Assigmient Branch (wuich is 
responsible for IAS), claims she can forecast about ¢-3 months in advance 
the approximate number of exployees IAS will bring on duty in any given month, 
end can list their names about a week before their arrival. The Director of 
Personnel cun, no doubt, supply even longer-raunge forecasts for other EOD's. 
With this kind of advance notice, it is difficult to understund why the Meci- 
eal Steff hus much of a problen scheduling exuminations. Sut it does. . The ; ' 
evidence in@icatesn that a good many -- during sumer months, perhaps hulf -- EOD's 
are not scheduled for nedicals during their first week in TAS and, therefore, » 
vait wntil their third. Sone delays could be avoided if IAS acted earlier to 
eet appointments; not all scheduling deluys are attributuble entirely to the 
Medical Staff. 


Even so, the Medical Staff should take a critical look at its opera- 
tions and, particularly, at delays in dispositions. Affirmative dispositions 
typically take about ec weeks fron the date of examination to the date written 
aporoval reaches DAS. Disapprovels often take 1 to 3 months to reach IAS! 
Surely the cpportunity for same very congiderabie savings can be found in 
those stetisties when it is recalled that each day's delay "costs" the Aganey 


about $17.50 for the salary of the EOD who is waiting. 


Ll. Polygraph Exemination | 
Workload forecasts for the Medical Staff ure also available to polygraph 
exeminers. Yet, they have an) even tougher time planning cchedules. For 
example, requests on 9 September for polygraph exems would get you appolat- 
ments for 16 Cetober. ; 


Fortunately, IAS has no trouble getting the results of polygraph exams -- 
they're avuilsble in about h bours. But even eo, during swamer months, 
medical clearances usually come through on EOD's faster than polygraph cleare- 
ances simply because the polygraphers fall so far behind in scheduling. 


ie. skills Testing and Training 


As a generul rule, clericuls take skills tests after EOD, not during tho 
pre-employment period. The Chief of the Clerical Assigmaent Branch saya very 
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few typists and stenographers are able to pass our skills tests the first 
try -- about 60% of them need 3 weeks of skills training to do 80, 20% noed 
2 weeks, apd the remaining 20%, one woek or less. 


Quite aside from the fact that employees are supposed to possers the , 
skills for which they are being paid, and wll this training is 4 great burden, 
the delays required for "refresher" training dilute much of the utmosphere 
of urgency that should surround TAS’s operations and contribute to its wille 
ingness to accept without sufficiently loud complaint the unnecessary delays 
imposed upon it by other canponents. : 


13. Indoctrination | 


«ORR gives s week of unclassified "indoctrination" to all clericals during 
their second week in IAS. The course includes world geography, inglish usage, 
punctuation, capitalization, filing and other related subjects. ; 


- Indoctrination ia no doubt quite important. But OTR allegedly insists 
that the course is an indivisible package and participants may not be pulled 
out of it for other processing even though they will be available liter to 
“make up" lectures missed. This insistence apparently explains why ECD's 
who eannot be scheduled for medical and polygraph exams their first week in 
IAS wait until at least their third. If this is true, then to the extent it 
delays the final release date of someone from IAS, OTR should ponder the 
cost == $17.50 per pupil ver day! And LAS should pull participants out of 
the course if necessary for other processing, notwithstanding training 
schedules. ar ; 


1h. Orientation ~~ 
Yor clericals, "Orientation" is a 34 day course presented by OTR during 
the first week. after an BOD is "fully" cleared -- i.e., after results fram 
both polygraph and medical exams are received. The schedule is showm in 
Annex A. eS ‘ 
: i, 

At least 13 days of the present orientation schedule deal with un- 
classified matcrial. By withdrawing this, adding it to the indoctrination 
course, and condensing the latter if needs be, 2 days can be cut from the 
stay of each clerical in IAS. During FY °63, this move alone would have saved 

25x9 {si“‘(aséSC*#é#@bOicals X 2 days X $17.50 per person). 


CONCLUSIONS 


15. By cutting provisional clearances in half and reducing the average stay 5 
in IAS of cleared employees from 27 to 15 work duys, the FY '63 IAS budget 
could have been cut at least 40%: - 45%, a savings of well over([_______loff- 
set to some extent, perhaps, by slightly higher recruiting costs). Both these 
actions could have been done, wa bolieve without altering significantly any 
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current recruitment or processing practices. 


The cut in provisionsals could have been achieved by making earlier con- 
tacts ut some recruitment sources; requiring greater patience anong eendidates 
able to defer LOD; und, if necessary, by shifting sawe recruitment sources -- 
i.e., dropping short-tema schools and going after employed persons through 
broader advertising. 


TAB B shows how a 3-week schedule would have been sufficient to process 
a "typical" clerical BOD. Extra time, beyond what can be taught within this 
period, is not allowed, of course, for skills training. iirplevees who cannot 
pass their typing and shorthand tests (assuming these tests represent reasonable 
standurds) after 3 weeks should be reducod to the prover grade until they can, 
and should use their own time and resources to improve their skills for this 


purpose. 


LG. The toa, conclusions ure applicable to the operation of IAS during 
any year. FY '63 statistics are used in this paper only becuuse they are 
freshest. No attempt is made to anticipate FY '64 or any future period, theugh | 
it is recognized, of course, that FY 'Gh will, most likely, witness a lover 
Level of activity than FY '63 and thus an easing of scheduling difficulties 
and a smaller IAS budget. However, the basic problems discussed in this study, 
though lessened, will not disappsar just because workloads decreaeo. Nor are 
they likely to yleld to gentle persuasion, or to measures such as flattening 
out the seasonal bulges in IAS (though this is certainly a desirable goal in 
itself!). No -- the problems are too clogely bound up with long-standing 
habits simply to "go away." It will take direct, affirmative action to resolve 
them. 


It is recognized, also, that FY ‘6h may present some acute budget problems 
for TAS, but no special account of these has been tuken in connection vith our 
conclusions und recommendations. If deeper budget cuts are necessary in FY ‘64 
than the study contemplates, then some "bone" will have to be removed during 
that period. However, we would hope that IAS can be stabilized uleng the lines 
suggested in paragraph 15. 


17. Finally, the obvious nedds to be stated -- and underscored. Real improve- 
ment in LAS's operations requires the coordinated effort of all Ll caxponents 
involved in its affairs: Reeruitment, Security, Medical Staff, C Orf, end TAS 
itself. There is little to gain in applying the lash to OTR, for exuaple, i? 
BOD's are delayed, in any case, awuiting polygreph examination. And there's 
no profit in pressuring the Medical Staff to rush dispositions if IA5 bad 
dragged its feet making appointments for the medical exans. This ‘hole process 
reprepents a perfect example of the weakest Link controll ing the final cutcone. 
Therefore, our goal should be to sseire that there is no “weakest” Link. 


RECOMMENDATIONS 
18, Recommend the following officials be asked to accept as otanding oporcting 


procedures the conclusions expressed in paragraph 15, or to “show caucs” why 
they cannot: 


Chief, Clerical Assignment Branch Director of Training 
Chief, Personnel Reeruitncat Division Chief, Medieal Starr 
ynereete® of Security ' 
or (7) 
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tes ~ NFID ENTIAL - , 
: CURRED? 
Iss SC CATEDULE FORO CI TAREE EE iL PERSONNEL 
This ig the schedule currently (September: '63) followed by a “typical” 
cleriqul e: sloyee reeruited ugainet general Agency reguirenents (i.e., “une 
slotted ) whe enters on duty in IAS after e Pull security pReastion ~- 
. but before medical or polygraph exuninition. 
FIRST WEEK - Processing and Exauination 
Monday ~~ — . EOD procedures; security triefing; coungseiliag re 
‘housing, trunsportation, puy, ete. 
: Tuesday. -- ° ‘Skills testing; briefings on benefits anc services 
: cc ar _. 7°. 8" selective gervice, Orn, insuranee, crc. “ 
; Wednesday ~~ A&E tests; pepcensn xt intervié fhe os a at geet 
; ; Thureda eal Meéical and ; olyera gh exaniinutions, photogr ranked. i 
Pega ane Jt Me ‘ ? 
* & Friday .-+ - for badge. . 
ie < - 4 3 
7 eae aes SUCOND W. iD WEEK - Training 
me tze CRO gives” &- week of w nelaseified instruction to all clerieals their 2nd 
week in TAS. The course includes world ¢ geography; snglieh usage; punctuation 
ahd cupitalization; pidint; and other related sudjects, including sxillis 
> truining (typing and/or enor eye) if needed. 
TUERD WEEK - Training 
deren eomericeeichnae—taies leprae 
- §kills training contin ues Tor those wio neee it, and . second eosraphy 
session — given, imp Loyees , who did not cu.plete nedical and polygraph exane 
' -inations the first wevk’do ed now. (urias ouamer onthe oe or both of there 
exars is seumay aes saved bevond the first week.) 
FOURT Tl WERE - ~ Training or Work 
aed . §sdllse training continues for those needing it. Ct Heane perrorm une 
> ch. ussified ae les. , 
; ‘ 


i? nikki se. £te z Ay ene oe Br 
. | BIRT WEL, ~ Dreiniog ov Work 
fume us 4th week. Typically, notice o 
{i.é., satisfactory conpletion of both medal 
durin: this week, 


of an empl oyee's full. clei. rance 
el und poly; sraph @: evans) te received 


SIM WEEK « Orientation 

OTR presents a 35 day course of clissifted and unclassified orfentetion 
topics to all clerieils during their Pinal ween in LS. The full schedule is 
attuched as Annex A. 
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CLERICAL ORLEUTATION 
Rega, 5 at 1026 16 16th ch Street 
_ | ee 
. 0630 - 0945 -. Introduction. 
0945 = 1055 Organizution of CIA. 
1055 - luo, Break ‘ 
~LLLO = 1e1s Security Briefing 
1215 - 1360 Lunch 
1.300 = 1400 Telephone Techniques 
2 en : -ikoo = 1530 Telephone lab I (Group A ~ 2 Sections) 
“1530 +1700... Gelephone Lab £ (Group B ~ 2 Sections) 
: ps, Wednesday 
ay 2 = 9830 = 0900 — Examination Review 
“ ned , O900 - 1030 _ Malling Procecures 
ee ; * £1030 - 1045 ' Bresk — : 
‘LOLS © 1200, Correepondence Leéture | 
2 1200 + L2k5. Lunch 
(Group =A): 
ee -_ i. “. W845 = Las Cap eenosdisnce tab 
ny 7 TELS = 1500 . Break 


1500: 


a 7 Se . - (Group : Byes 


12eh5 
Waks 
1500 


-* 9830 
ies 
del 
LAID 
1515 
1536 


161 


0830 
OYOU 
0530 
Ogks 
1030 
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~ 1760 


ST 


ai as za 


Hegephone Lab Ir 


e Ubhs Telephone Lab [I 
= 1500 . Break 
° LPOG Correspondence Lab 
Thursday 
~ 1115 Tims & Attendunce Lecture and La> 
- 1215 | Lunch 
= $415 Protocol 
- 1515 Supplies, Equipment, | ang Services 
~ 1536 Break 
- 1615 Agency Iesuances 
~ 17CO -  GSbudy Period and Written fxunination 
Friday 
~ G900 . Exuunination Review 
= 0930 Study Period 
- OFS Break 
- LO30 Pinal Beanination 
- 1130 Clasgificution of Notes und Critique 
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_ ee TAB B 
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“IAS ECHNUEE POR CLINICAL PERSONTEL 


rr «BERS? MERK = Precoontnn ond Iypminations 


; - for eo currant ochaculs exeope that Modieal ard Polygraph ems 
given Tuse@ay and Ucdnecday Imatecd of “kurccay and Friday to allev tho. 
Motienl Oteke @ oxtra Goya to exmlate "dispositions. This shift requires 
thas IAS sekca@ule exams the wook pees) cuployoes EOD. 


PR a gg Ok Sata og ch BECO 7B ATER a Beatndn’ . 
; ie ‘tines to gurrent aeheeni: ozsopt that inutnietdon Lo eeston into 


ie diviotbie waits co that ccploycos who mics lecturoa can make thea up. 
Aloo, tho rmalancivficd pOPes, cng c& the procoat orientation courge ore 
IpelvIsa herde . ols 


* eurRD. WEEK © Erainieg SF end Oricntation 


. ee £0 pee 
WOEO ee oe 


int 


=. HOTS: Bie for tha Aieot ami the lsot 2 days, the above | 
see pekadule mist bd econlotely flexible to eaable cmloyeas - 

who eannet bo ocheduled for Medical or Polyreaph Exas 

on tha 2r4 and fra day to be schcduled at tha first 

opportunity thoreartor. 
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